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Abstract 
The article focuses on the role played by the employee voice in an organisation. A good internal communication also depends on 
knowing and taking into consideration the opinions of the employees; if ignored it can end up in lack of motivation, resignation, 
and eventually in leaving the organisation in favour of the competition. People’s attitude towards the working place is extremely 
important as it influences the efficiency of the organisation. The effectiveness of the employee voice depends on effective 
information sharing. Well informed employee voice will certainly increase the level of employee engagement. Only by 
understanding the organisation policy employees can become more involved. If people get to know the company policy, who 
trusts them and who they can trust, they can put together an efficient partnership. Confidence in management can lead to an 
increased employee commitment. The implications of adopting an informed employee voice approach to internal communication 
are significant and a proof that the value of communication is understood. 
© 2014 The Authors. Published by Elsevier Ltd. 
Selection and peer-review under responsibility of the Organizing Committee of WCES 2014. 
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1. Introduction 
It is a truism that any organisation depends on its employees and that employees are the foundation of any 
organisation. Without their employees, organisations are unable to turn their strategies into reality. To achieve their 
goals organisations have to build an internal culture good enough to create unity and pride among employees and 
able to act as a “competitive edge that is difficult for competitors to copy” (Quirke, 2008, p.7). The organisational 
culture is specific to any organisation as it is based on “its values, mission and work processes” (Hume, p.4). 
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2. Employees and internal communication 
 
In our opinion, it is not enough for an organisation to have a well-defined mission, a perfect set of internal rules, 
sound values or a perfect strategy. Employees should be informed about them. It is essential that people who work 
for the organisation be aware of them, know them and comprehend them in the same way. Internal communication is 
important because it is the building block of the organisational culture. If everybody understands the work policies in 
the same way, holds the same values, then all the employees are focused on the same mission. An effective internal 
communication can ensure that “all the members of an organisation work towards a common goal and assist each 
other effectively” (Hume, p.4). It can also help build the personnel commitment and trust in management; essential 
factors for the development of any organisation. Internal communication is mainly considered a specific form of 
interpersonal communication within an organisational structure. Nonetheless, Hume considers that “internal 
communication goes beyond internal newsletters, notice boards, staff meetings, etc. as it implies all the interactions 
within an organisation that convey meaning […] Internal communication encompasses both overt communication 
like meetings, memos etc., and more casual forms of communication such as: gossip, pleasantries and body 
language” ( p. 4).. 
  
3. Employee voice 
 
The term voice was coined by Hirschmanin in 1970 and it was used to define: “any attempt at all to change rather 
than to escape from an objectionable state of affairs” (p.30). In his opinion, in any given situation, people have two 
potential ways to respond to dissatisfaction: to leave or to voice their dissatisfaction. Later on the term was used by 
Van Dyne et al. (2003, as cited in Ruck, p.119) to “represent the intentional expression of work-related ideas, 
information, and opinions” and by Budd, Gollan and Wilkinson, (2010) to refer to the participation in organizations. 
The term informed employee voice is used (Knight and Haslam, 2010) to “describe organizational processes that 
enable employees to feel well informed and to have a say about what goes on in their organisation” (p. 721). 
Wilkinson et al. (2004 as cited in Ruck, p.120) identify five different employee voice types, i.e.: 
communication/exchange of views, upward problem-solving, collective representation, engagement, a say about 
issues. The first type, communication/exchange of views, consists only in exchanging views about issues between 
the employee and the managers. The second one, upward problem-solving, provides an opportunity for the employee 
to provide feedback on certain issues. Collective representation surpasses the individual dialogues between an 
employee and a manager and represents the voice of a group; managers are informed about the point of view of the 
work force. Types four, engagement, and five, having a say about issues, imply higher involvement of the staff. 
Besides the freedom of speech there is also the certainty of being taken into account. It would be universally 
acknowledged that people behave differently at work. The difference in behaviour leads to various types of voicing 
the opinions. The way in which people use their voice depends mostly on the way in which they are treated at work. 
Are the employees who are afraid of losing their job likely to voice their opinion? We doubt that. Likewise, are the 
employees who have been wrongly discredited or mistreated likely to voice their thoughts? Even if they used to do 
this, we are positive that they will never do this again, irrespective of the consequences for the company. VanDyne , 
et al., (2003, as cited in Ruck, p.119) identify three specific types of employee voice function to work behaviour, i.e.: 
Prosocial Voice, Defensive Voice, and Acquiescent Voice. The only voice which is interested in the benefit of the 
organization is the ProSocial Voice. The Acquiescent Voice supports the ideas of the group out of resignation while 
the Defensive voice is driven mainly by fear and tends to direct the attention elsewhere. 
  
4. Voice and engagement  
 
Since any organisation relies on its staff to achieve its goals it is essential to encourage as many employees as 
possible have a Proactive voice. There are three main factors that influence employee engagement: opportunities to 
feed your views upwards, the feeling of being well informed about what is happening in the organisation and the 
thought that the manager is committed to the organisation (Truss et al: 2006. p. 45). 
Being well informed is a crucial request in order to be able to make an effective contribution. Nowadays there are 
a lot of channels and ways that can be used to send information in a company. Nevertheless, in our opinion, just 
977 Elena Claudia Constantin and Cosmin Constantin Baias /  Procedia - Social and Behavioral Sciences  191 ( 2015 )  975 – 978 
sending some information is not equivalent to communication. Let us consider the internal communication in an 
institution with 800 people. As in many institutions the communication from the top management mainly consists in 
sending information, under written form (newsletters, messages sent to professional email addresses, etc.) to inform 
people on the decisions taken by the company. Information regarding the company policy can usually be found on 
the company site, as well. Considering the size of the organisation, we think that the descendant communication can 
be effective way of internal communication. It is interesting to consider what happens if we go down to a lower 
level, at a department level, can the same methods be used with the same results? The use of descendant 
communication within a department of 30 people, with offices on the same floor, cannot be expected to have the 
same results. Relying only on instructions given through emails and messages sent by the department secretary 
cannot be considered as an effective internal communication, on the contrary. In this case neither voice nor 
engagement is encouraged. According to specialists these methods do not encourage feedback and they show no 
consideration for the subordinates. If it is difficult to talk to 800 people at once, it is relatively simple to gather 30 
people in a room. The employees should be provided opportunities to raise their concerns or to make suggestions. 
Providing information in itself is not enough as the information shared needs to be discussed, put into context, 
clarified, etc. Dundon and Gollan, (2007) consider that the “perception, among employees, that their voice 
arrangements afford little utility, could be interpreted as a sign that management is untrustworthy” (p. 1188). They 
also emphasize the idea that “effective employee voice is about affording employees the opportunity to develop their 
knowledge and skills so that they can contribute to decisions normally reserved for management” (p. 1186). Welch 
and Jackson (2007) also emphasize “the role of clear, consistent and continuous communication in building 
employee engagement” (p.186). In order to gain the maximum benefits for the employee and the organisation, the 
working environment has be a professional one, i.e. an environment that encourages constructive ideas for the 
benefit of the organisation, an environment that reduces to the minimum the fear feeling. ProSocial Voice One is 
encouraged if the communicative process has an emphasis on openness and upward feedback. But many managers 
are reluctant to share information with employees. For them information is power, a power that they are not willing 
to share. More than this “senior managers have a tendency to over-critique negative feedback, while instantly 
agreeing with positive feedback” (Tourish and Hargie, 2004: 197). This attitude leads employees to resignation, lack 
of motivation and eventually determines them to leave the company and go to the competition. Managers cannot 
motivate people who do not trust them. Real trust and respect are not connected to one’s position or connections. 
Real trust and respect have to be earned. Trust is not something that happens overnight, but it can be lost overnight; 
once lost there are slim chances to be earned again. Establishing employees as partners includes the readiness of the 
managers to hear things that they may not wish to hear. Real leaders are not afraid of conflicts, as they know that 
“there is no movement without friction”. If managers can get an affirmative answer to the following questions: “if 
my position, title, were removed would people that I am leading still follow me?”; “without the influence of my 
personal connections would people still follow me?”, then they deserve the position held. If the answer is not 
affirmative they have to change. In many cases managers are not aware of the responsibility that goes along with the 
position. Managers are usually appointed and the take praise for the past accomplishments of the organization. To 
get more employee engagement, managers should never forget that they represent people. It is critical to understand 
that managers have to do their best to be able to represent the people they serve. If managers are committed to the 
general goal and not only to personal ones, people will trust them and the level of engagement for the organization 
will increase. It is well known that managers make people do things whereas leaders get people to want to do things. 
People who trust managers will follow them even if they are not sure where they are going. Without trust people will 
be hesitant and this thing will affect productivity and team work. Studies indicate that nowadays direct 
communication between managers and employees is growing and communication through employee representatives 
is declining. The emphasis is on the quality of information sharing and the trust in it. If a large number of employees 
do not feel very well informed there will not be effective upward feedback sessions. People will voice their opinions 
only if they are sure that their leaders believe in them, encourage them, and challenge them to think and to do more 
professionally. If people get to know the company policy, its objectives, who trusts them and who they can trust, 
they can put together a partnership that really works. All companies/ institutions have to be aware that even if people 
are different they want the same thing: an effective profitable organization. 
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Experts consider that organisations can overcome internal communication problems if they: build trust in the 
organisation, eliminate the adversarial relationship that often exists between management and employees who speak 
up and if they provide evidence that the organisation does more than purport to value the things that it says it values 
(Edmondson, 2006, p. 307). Employee voice can contribute to the employee engagement and consequently to an 
improved performance, but only if there is genuine information sharing. If people see that their work is appreciated 
they are encouraged to work harder. Commitment of the staff can be enhanced by the improvement of the quality of 
the information. Experts consider that “allowing people the opportunity to feed their views and opinions upwards is 
the single most important driver of engagement” (Truss, et al., p.41). Statistics show that companies which provided 
the workforce the opportunity to be heard, to voice their dissatisfaction have a lower staff flow. 
 
5. Conclusions 
 
Even if it is extremely important, regrettably, internal communication is much too often underestimated A 
permanent dialogue with the employees contributes to a proper understanding of the company mission. In conclusion 
we can say that internal communication should be focused on making employees understand the work policies in the 
same way and work towards a common goal. Only an effective internal communication can help build personnel 
commitment and trust in management. Internal communication should provide employees opportunities to feed their 
views upwards, should focus on well informing the personnel and proving to the employees that the manager is 
committed to the organisation. Providing information in itself is not enough as employees should also be provided 
opportunities to raise their concerns or to make suggestions. Effective employee voice is about affording employees 
the opportunity to develop their knowledge and skills and be part of the decision making. Only thus employees will 
be able to make an effective contribution and the ProSocial voice will be encouraged. Direct communication 
between managers and employees should be encouraged and emphasis should be put on the quality of the 
information shared and on trust. To build trust in the organisation, the adversarial relationship between management 
and employees who speak up should be eliminated, and the fear feeling should be minimized. Last but not least, 
informed employee voice contributes to the employee engagement and consequently to an improved performance. 
The implications of adopting an informed employee voice approach to internal communication are significant and it 
is a proof that the value of communication is understood. 
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